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Note from the Commander of Air University

My predecessor chartered this two-volume set addressing
CINCCENT's Desert Shield/Desert Storm air campaign. The work was
the assigned duty for the authors, and it joins the more than 30 pub-
lications and articles already distributed by Air University Press on
Desert Shield/Desert Storm, as well as many more by other publishers.

When 1 first read Heart of the Storm, | was—and remain—deeply
concerned about the way people are characterized by the author. |
worry that there was a preconceived notion about who really planned
and built the air campaign.

So, | wrote many of the principal people in Heart of the Storm, sent
them a copy of the manuscript, and asked their opinions. That
corre-spondence is filed with the documentation in the Air Force
Historical Research Agency. | must tell you that most of them said
there were inaccuracies, words and events taken out of context, a
definite bias in favor of Col John Warden and his team, and
undocumented flourishing/spicing up in the style of Tom Clancy.
While | respect these concerns, | did read the interviews, and | did
cross-check the work.

Heart of the Storm is not the Air Force historical accounting of the
air campaign in Desert Shield/Desert Storm. That responsibility
rests with the Air Force historian, to whom all the documentation has
been given.

| do believe, however, that Heart of the Storm does indeed have
value for people trying to understand the genesis of the air campaign
and something about complex decision making. It also begins to lay
out in the clear light of day some of the important air power doctrine
issues which we must understand as professionals.

Our Air Force is good and sound. | am confident that Heart of the
Storm, as one perspective, will be read, discussed, and considered
along with the many other pieces completed and—eventually—with
those yet to be done. It will also be tempered with experience, good
judgment, and common sense.

JAY W. KELLEY
Lieutenant General, USAF
Commander

Air University






For Mary,
The wind beneath my wings






To preach the message, to insist upon proclaiming it (whether
the time is right or not), to convince, reproach, and encourage,
as you teach with all patience. The time will come when people
will not listen to sound doctrine, but will follow their own
desires and will collect for themselves more and more teachers
who will tell them what they are itching to hear. They will turn
away from listening to the truth and give their attention to
legends.

2Tim. 4:2-4
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Foreword

Airmen all over the world felt relief and exhilaration as the war in
the Gulf reached its dramatic conclusion on 28 February 1991.
Many nonairmen, of course, experienced those emotions as
well—but for a variety of different reasons. Airmen, long uneasy
about the lingering inconclusiveness of past applications of their
form of military power, now had what they believed to be an example
of air power decisiveness so indisputably successful as to close the
case forever.

Within the United States Air Force, among those who thought
about the uses of air power, there were two basic groups of airmen.
The first—smaller and less influential—held to the views of early air
pioneers in their belief that air power was best applied in a
comprehensive, unitary way to achieve strategic results. The
second—much more dominant—had come to think of air power in its
tactical applications as a supportive element of a larger surface (land
or maritime) campaign.

Thinking in terms of strategic air campaigns, members of the first
group found their inclinations reinforced by Col John Warden'’s
book, The Air Campaign: Planning for Combat, published in 1988.
Over the years, the second group increasingly concentrated on
refining specific mission capabilities (close air support, interdiction,
air refueling, etc.) that could be offered to a joint force commander
for his allocation decisions. Members of this group rarely thought in
terms of comprehensive air campaigns to achieve strategic objectives
and indeed generally equated the term strategic to Strategic Air
Command'’s long-range bomber force in delivery of nuclear weapons.
Both groups found agreement in their love of the airplane and their
search for acceptance as equal partners with their older sister
services.

In that regard, airmen everywhere stepped forward in late
February to receive the congratulations they felt were so richly
deserved. Put aside, for the moment at least, was the fact that a hot
and often bitter debate had taken place within the Air Force on the
eve of Operation Desert Storm over the very issue of the strategic air
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campaign and the question of whether air power would be used in
that form. Here was a story to be told, a piece of history to be
recorded. Just how that story would be told was, to my mind, by no
means clear.

In the end, of course, the Gulf War did in fact include a strategic
air campaign, and the very least that one could say about it was that
by so thoroughly destroying the Iraqis’ capability to conduct warfare,
it permitted a relatively blood- less war-concluding ground operation
by coalition army forces. The most that one could say about the air
campaign was that it—in and of itself—won the war.

At Air University (AU), where | was serving at the time as
commander, direct involvement in Desert Shield/Storm was about
as limited as in any part of the Air Force. We had done some early
macroanalyses of air campaign options in the Air Force Wargaming
Center; we had excused some students from their studies at Air
Command and Staff College to act as observers in various
headquarters involved in the war; and—Ilike all commands—we had
sent support personnel to augment CENTAF forces in the desert.
Otherwise, we were as detached as it was possible to be—that is to
say, vitally interested but wholly without responsibility. Our
responsibility would begin when the guns fell silent.

Within that overall context and in the heady moment of self-
congratulation by airmen, two thoughts occurred to me: (1) the story of
the Air Force's development of an air campaign would rapidly
become hazy as human memories began to fail—either willfully or
through natural erosion—and (2) air power’s effect on the outcome of
the war would become increasingly controversial as non-Air Force
institutions realized that their own resources would likely diminish if
airmen’s conclusions were accepted.

AU could now begin to use the capabilities of its Airpower
Research Institute to record the history of the air campaign as
quickly and—above all—as honestly as possible. | knew that if the
story were told accurately, it would not always be pretty;
nonetheless, if there were to be any hope of learning valid lessons
from the war, future generations had to have access to the truth. To
that end, | directed three of my best people—Col Ed Mann, Col
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Suzanne Gehri, and Col Rich Reynolds—to research and write about
the Gulf War air campaign and its implications for the future. The
first fruit of that effort, Reynolds’s Heart of the Storm, provides a
candid account of the turbulent birth of the strategic air campaign
plan that proved decisive in defeating lrag. | am pleased with his
book, and, while it will certainly produce hot—perhaps even bitter—
debate among some of the participants described within its covers, |
am convinced the book adds much to the institutional
understanding of the Air Force. Additionally, it saves some of us from
the fate Hemingway spoke of in his introduction to Men at War: “As
they get further and further away from a war they have taken part
in, all men have a tendency to make it more as they wish it had been
rather than how it really was.”*

CHARLES G. BOYD

General, USAF

Deputy Commander in Chief,
US European Command

*Men at War: The Best War Stories of All Time, ed. Ernest Hemingway (1942;
reprint, New York: Wing Books, 1991), Xv—xvi.
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Preface

My goal in writing Heart of the Storm was to capture, in words, the
process by which a disparate group of people conceived and helped
forge the most successful air campaign the world has ever known.
Such a book would give current and future generations of airmen the
opportunity to see, close up, the enormously complex and intensely
personal struggles involved in putting together an air campaign plan
for a commander in chief. The big questions in my mind were, How
can | do it? and—more importantly—How can | do it right?

The approach | used to “do it right” involved interviewing key
individuals in the air campaign planning process at as many levels
and locations as money and time allowed. My colleagues and | spent
over two years with the interviewees, who talked and gestured their
way through the tough questions we posed to them. From this
interaction, | gleaned most of the particulars about people,
circumstances, and events that flavor the story.

This methodology is not unlike that of a reporter who interviews
members of the winning team after a championship game. Because
each player has a different perception of what happened—usually
colored by his own exploits—the reporter’s job is to listen carefully to
as many accounts as time and circumstance permit and then piece
together the essence of the game. Even a good reporter, however,
often fails to record fine details, such as brilliant blocks, head fakes,
and so forth. To those participants whose heroics | missed, | offer my
sincere apology and the explanation that | was just trying to keep my
eyes on the ball.

Two years of interviewing produced over 4,000 pages of
transcripts, which constitute the principal source material for this
book. Additionally—in an attempt to get as close as possible to the
“real story”—I culled the thousands of pages of documents produced
before, during, and after the Gulf War. | had much help in this
endeavor (see acknowledgments) and met routinely with the
historians assigned to Desert Storm research at the Center for Air
Force History at Bolling AFB in Washington, D.C., to square my
findings with their inde- pendent work.
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I had some very high-powered help in this endeavor to get as close
to the real and true story of the genesis of the air campaign as time
and circumstances would allow. Lt Gen Jay W. Kelley, the Air
University commander, undertook the task of sending the completed
Heart of the Storm manuscript to every senior officer mentioned in it,
along with the request that they review the book for accuracy. The
agreement between General Kelley and me was that if anyone in this
group found inaccuracies in the book and provided proof of same, |
would correct the errors. No such proof was forthcoming.

What came instead were wide-ranging, almost visceral responses
that mirrored the strategic/tactical debates between airmen that
General Boyd spoke of in his foreword to this book. Some embraced
the work for its honesty and candor while others condemned it for a
total lack of those same qualities. Some urged immediate,
uncensored publication of the work while others were equally
adamant that it never see the light of day. Consequently, General
Kelley, a good and decent man who—prior to his arrival at Maxwell
Air Force Base—had no knowledge of this enterprise, was now
entrusted with the unenviable job of deciding whether or not Heart of
the Storm would be published by the institutional Air Force. The
general found himself in the middle of a Texas-sized dilemma. No
matter which way he went on the publication issue, he was certain
to displease someone.

I am happy to say that we reached a compromise. Heart of the
Storm will be published in as-close-to-the-original, uncensored form
as the current dictates of Air University taste and style allow. Most of
the foul language used by the Desert Shield/Storm participants was
edited out. In those rare cases in which a curse remains in the
published version of the book, it is because the substitution of
“expletive deleted” would have significantly altered the meaning of
the text. The reader who simply must have the unvarnished version
of what was said need only review the citations, which are on file
with the US Air Force Historical Research Agency at Maxwell Air
Force Base, Alabama.

Heart of the Storm is by no means a definitive account of the
events that led to the Gulf War. It is merely my interpretation of
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those events, after sifting and balancing them as carefully as | knew
how, with the advice and counsel of some of the best and brightest
people in the business. | sincerely encourage people who have
different views to put their arguments together and publish them as
quickly as they can. They will find no quarrel with me. The simple
truth is, | wanted to give my fellow airmen a readable, accessible,
and provable account of the birth of the Gulf War air campaign plan
so these warriors would better understand who they are and why
they learn to fly and fight as they do.

RICHARD T. REYNOLDS, Colonel, USAF
Patch Barracks, Stuttgart, Germany
8 December 1994
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Chapter 1

Tue/31 Jul 90/Pentagon/Wash DC

Maj Gen Charles A. May shifted uncomfortably in his seat
against the back wall of the lavishly appointed briefing room. He
was in the “cheap seats,” along with other horse-holder two- and
three-star generals and admirals from the different services, each
accompanying his respective chief to a meeting in the “tank.”™ As
the Air Force’'s assistant deputy chief of staff for plans and
operations, General May was not normally required to attend
these tank sessions, but his immediate boss, Lt Gen Jimmie
Adams, was on leave and, consequently, the task fell to him.

Initially, this tank session appeared pretty interesting. Gen
H. Norman Schwarzkopf, commander in chief (CINC) of United
States Central Command (USCENTCOM),** headquartered at
MacDill Air Force Base (AFB), Florida, was at the speaker’s
podium giving his assessment of the situation on the Kuwaiti
border to the service chiefs, Gen Colin Powell—chairman of the
Joint Chiefs of Staff (JCS)—and Secretary of Defense
(SECDEF) Dick Cheney.l According to intelligence sources,
within the past 72 hours, Iraqi forces at the direction of
Saddam Hussein were gathering along the Iraqgi/Kuwaiti
border in what looked like offensive combat formations. A few
of the hard-liners in the Defense Intelligence Agency (DIA) even
went so far as to say that there was little doubt that an attack
by Irag into Kuwait was imminent. Schwarzkopf didn't agree.

General Schwarzkopf told the group that he felt there was
only a very slim chance that Saddam Hussein would actually
send troops into Kuwait. Most likely, this action was simply a
bluff to extort controls on oil prices and forgiveness of debts
from the Kuwaiti emir and other Arab leaders. Schwarzkopf
went on to say that if the intelligence people were right and
Saddam did act, at most he would probably go for the oil fields

*Secure area in the Pentagon where highly classified discussions take place among
senior officers and civilians.

**Hereinafter referred to as CENTCOM unless it is part of a title (as is the case
above).



in the north of the country and perhaps Bubiyan Island as
well.2 But certainly not the whole country.

Because he was obliged as CINC of USCENTCOM to discuss
what his forces were capable of doing in the unlikely event such
an attack occurred, Schwarzkopf outlined a series of options that
amounted to little more than sticking a finger in Hussein's eye.
They involved using some highly classified Air Force and Navy
programs to let Saddam know that there was a price to be paid for
going into Kuwait. The general was well aware that he was in no
position to confront Saddam’s war machine directly. The reason
was simple: he had no air, land, or sea forces in place in the
region. Even if he wanted to initiate anything—assuming the
president, Congress, and the Arab states would allow it—many
months would pass before a force large enough to deal with the
huge Iragi war machine could be assembled and brought into
theater. It wouldn't be easy—not for anyone.

General May shrugged his shoulders and reached back to
scratch an itch that had been bothering him almost since
Schwarzkopf started speaking. The room had grown warm
from the number of bodies filling it. The general had completed
his briefing and was fielding a few polite questions from the
service chiefs. None of them were throwing any hardballs
today. It was as though by tacit agreement each of the “big
boys” knew he had to go through the ritual of reviewing the
intelligence information and discussing military options with
the responsible theater CINC, but no one with any
authority—including General Schwarzkopf—really believed
they would do anything with it. As the meeting broke up and
the service chiefs mingled and passed papers and briefcases to
subordinates, the mood around the table was “Ho hum,
thanks for the briefing, Norm. We’ll try to attend your
retirement next summer.”3 Seven thousand miles away in
sand and darkness, Iragi tankers were fueling for the push
into Kuwait. When dawn broke, they would be rolling south.

Fri/3 Aug 90/HQ 9AF/Shaw AFB SC

Heat rising off the runway at Shaw AFB in huge,
shimmering waves partially obscured the view of Lt Gen



Charles A. (“*Chuck”) Horner, Ninth Air Force commander, as
he completed final preflight checks in his sleek F-16C Viper.
Even though the general’'s flight suit was already partially
soaked through with sweat from his walk-around, Horner was
looking forward to flying. It had been a rough night.

He had been awakened at 2:00 A.M. by Col Jim Crigger, his
director of operations, who told him the Iragis had invaded
Kuwait. Crigger had brought along an intelligence officer, Col
Bill Hubbard, who briefed the general on the details of the
attack and the latest status on the fighting. It didn’t look good.
When Hubbard finished his assessment, a grim-faced General
Horner listened while Colonel Crigger outlined the actions he
had taken.

An eight-man contingency operations planning staff made
up of Ninth Air Force operations and intelligence officers had
been formed and was working around the clock in the
command-post area. Their immediate focus was on dusting off
operation plan (OPLAN) no. 1307 and determining what forces
needed to be added to or subtracted from it in order to respond
to the current crisis. Col John McBroom, commander of the
1st Tactical Fighter Wing, had been called by Crigger and told
not to stop doing “business as usual” but to be prepared for a
short-notice deployment of his air-to-air-capable F-15C and D
Eagles. When Crigger had concluded, Horner nodded his
approval and sent the two men on their way.

General Horner didn’'t get much sleep after that. He half
expected General Schwarzkopf to call during the night, but no
call came. When morning arrived with still no word from
CENTCOM, Horner decided to press on with his normal
routine. He was scheduled to attend an accident investigation
board debriefing at Langley AFB, Virginia. General Horner
would fly there himself in an F-16C and on the way practice
dissimilar air combat tactics (DACT) with four Langley birds in
a training area somewhere over the ocean. He was glad for the
opportunity to fly—to do something. This waiting around for
phone calls was not his style at all.

Teak 01 Flight was cleared onto the active runway, and as
General Horner gave the signal, both he and his wingman
plugged in burners and started their takeoff roll. Despite the
enormous thrust generated by both jets, it took a long time



and a lot of runway to get airborne in the South Carolina heat.
Climbing out, General Horner eased the back pressure off the
stick and glanced over at his “wingy.” He had to admit he was
feeling better already. These guys were the best in the world,
and Chuck Horner knew it. If Schwarzkopf wanted him
in-theater, he had no qualms about going and taking care of
business. No qualms at all.

General Horner’s radio crackled to life. It was the air route
traffic control center with an urgent message for Teak OL1.
Could he return to base immediately? Horner knew what it
was and asked for a clearance back to Shaw. He was on the
ground 10 minutes later. Not long after, he walked into his
office with his G suit still attached and placed a secure call to
General Schwarzkopf at MacDill. The gist of their short
conversation was that Schwarzkopf wanted Horner at MacDill
as soon as possible to help the CENTCOM staff prepare a
briefing for the president on viable military options in the
event Saddam Hussein pressed on through Kuwait and into
Saudi Arabia. Specifically, General Schwarzkopf wanted
Horner to lend assistance on the “air part.”4 Horner agreed,
hung up the phone, gathered a few papers off his desk, and
headed back to the flight line.

Fri/3 Aug 90/HQ CENTCOM/MacDill AFB FL

Maj Gen Burt Moore hadn’t had time to catch his breath
since arriving at MacDill from Washington only two months
ago and taking over as the new USCENTCOM director of
operations (J-3). From the moment he arrived, he was
knee-deep in exercises and contingency operations. Before
yesterday'’s invasion of Kuwait, most of the Air Force general’s
waking hours had been devoted to Internal Look, a
CENTCOM-wide command and control (C2) procedures
exercise that focused on the defense of Saudi Arabia against a
large aggressor force. Schwarzkopf had been adamant that the
entire CENTCOM staff get on board that exercise.

Thousands of man-hours had been spent fine-tuning the
war plan that went along with Internal Look. However, as the
exercise started in the last week of July, the plan’s



time-phased force deployment data (TPFDD)—the document
that determined how, why, and when forces and materiel
would be brought into theater—remained incomplete. At first,
this didn’t cause any real problems because, after all, in a C 2
procedures exercise, the sending of troops, bombs, and bullets
could all be simulated. However, as actual events in the last
days of July began to bear an uncanny resemblance to those
in the scenario, General Moore and the rest of the CENTCOM
staff began to get a little worried.

And now, things were fast coming to a head at CENTCOM.
The whole morning had been spent frantically reviewing war
plans and trying to come up with some deployment options for
General Schwarzkopf to take with him to Washington for his
briefing with President George Bush. Moore had gotten his
guidance from Maj Gen Bob Johnston, the newly hired
USCENTCOM chief of staff. Because he had been there less
time than Moore, Johnston—who had just called—was
anxious about everything.

“J-3, this is the chief of staff. What have you got?”

“Bob,” replied General Moore, tweaking the Marine Corps
general a little bit for his stiff formality, “we are just working
on it. You gave me the guidance 45 minutes ago.”

There was a slight pause on the other end of the phone. “I
think we ought to go in and show the CINC what we've got.”

Moore replied, more perplexed than irritated, “I don't have
anything!”

General Johnston ignored the comment and continued
pressing Moore for an immediate meeting with the CINC.
“Well, we need to get some spin on this. We need to make sure
we are on the right track.”

Burt Moore moved the phone away from his left ear and
stared at it for a moment before switching the receiver to his
other ear. “Bob,” he said slowly, almost soothingly, “we can do
that, but what we’ve got is going to be in pencil. It's not going
to look like anything.”

“That doesn’t matter,” said Johnston, a slight edge of
confidence and authority returning to his voice as he realized
the J-3 was apparently willing, if pressed hard enough, to roll
over on this one. “Let’'s go on up there.”>



The two men met in Schwarzkopf's outer office several
minutes later. General Moore showed Johnston the rough,
hand-scrawled figures that his planners—Tom Sewell, Clint
Williams, and others—had pulled out of OPLAN nos. 1002-90
and 1307. Their numbers represented a first-shot attempt at
trying to determine what forces—in what mixture and in what
order—should be sent into theater. As Moore and Johnston
discussed the merits of what had been written, Schwarzkopf's
exec motioned to them that the general was ready to see them.
Moore quickly shoved his note papers inside a manila folder
and walked behind Johnston into Schwarzkopf's inner
sanctum. It didn’t take long for the men to explain what had
been accomplished to General Schwarzkopf. He was not
impressed.

“What kind of junk is that?”6 bellowed Schwarzkopf and
threw both men out of his office, telling them to come back
when they had their act together. This process was repeated
several times during the day with the same results. General
Moore would go into the office with General Johnston, show
the CINC the latest iteration of a deployment plan, and
promptly get both men tossed out on their ears.

By early afternoon, General Horner had arrived at MacDill.
He went directly to the CINC's office for a quick meeting with
General Schwarzkopf to bring him up to speed on what US Air
Forces, Central Command (CENTAF) was doing. He then
excused himself and went down to the joint operations center
(JOC) but didn't stay long. The place was hectic, crowded, and
full of tension. Reports and messages were coming in every few
minutes, and action officers were scurrying to get them routed
to the proper directorates for action. It was not a very good
place to think.

Horner made his way through the cipher-locked doors and
out into the narrow, tiled hallways. The interior of the
building, with its sea-green passageways and low ceilings,
looked like the inside of an old Navy warship. It even smelled
like one. This was in sharp contrast to the modern, futuristic,
and clean outer facade—almost as though two separate
architects, with no knowledge or care of what the other was
doing, set about designing the inside and outside of the



building, never dreaming they were working on the same
structure.

General Horner found the back staircase, ambled up the
steps—trailing his hand along the paint-flecked rail—turned
right, and settled in a small room set aside for visiting
dignitaries. At least it was quiet here. He picked up a yellow
pad from among the supplies neatly arranged on the desk and
began writing. Horner remained there the rest of the
afternoon, trying to put to paper his thoughts on how air
power could best be used to help solve the crisis in the Middle
East.”

Around 1800 that evening, General Horner joined General
Schwarzkopf in the CINC'’s private conference room to listen to
the staff propose options and courses of action. Meanwhile,
General Moore paced nervously outside, waiting his turn to go
in and brief the boss—one more time. When the call came,
Moore picked up his charts, slipped his dark blue Magic
Marker in his pocket, and walked quickly into the conference
room.

Horner was seated next to Schwarzkopf and looked up
impassively as Moore walked over to the CINC. They had
greeted one another in the hall several hours earlier, when
General Moore was dashing from room to room trying to collect
information on deployments and beddown. Horner hadn’t seen
him since—until now. Moore walked past General Horner and
laid the set of 8" x 11" charts directly in front of Schwarzkopf.
He leaned over the table and began to speak: “Sir, we will
deploy 24 F-15s with a support package of something less
than a squadron of Wild Weasels.”

General Schwarzkopf stopped him before he could get to the
chart’'s next bullet and fired back impatiently, “What do you
mean with this ‘24 F-15s?”

“Well, if you will let me walk you through it here. . . .” Moore
moved uncomfortably to Schwarzkopf's other side and
continued with his briefing, showing a basic beddown of 24
A-10s, 24 F-16s, and the appropriate number of KC-10 and
KC-135 tankers needed to get the fighters across the pond.

“l don’t understand that,” said Schwarzkopf, gesturing
toward the chart. “That's too complicated. | want something
simple.” Moore started to speak, but before he could complete



his sentence, Schwarzkopf interrupted him again,
repeating—more ominously this time—"l don’'t understand
that.”8

Now it was Moore’s turn to be angry. When General
Schwarzkopf lifted his hand from the briefing chart, General
Moore snatched the chart away and quickly began moving
down the listed items—bing, bing, bing. His voice was shrill;
his large face reddened from the strain. Everyone was on edge.
Moore went through the entire briefing without further
interruption. When he was finished, there was a long pause.

“l want you to fix this,” said Schwarzkopf, in a firm,
controlled voice, looking directly at Moore. “And | want it fixed
now!” With one hand, the general gathered up the charts that
Moore had spread in front of him and said again, “lI want you
to fix this, and | want it fixed now! ” Schwarzkopf's gaze shifted
to General Horner, who up to this point had said nothing.
“Chuck, you go with him.”®

General Horner stood up and made his way to the
conference room door. General Moore collected his charts and
papers from General Schwarzkopf, moving quickly to join
General Horner. As they walked through the door and out of
earshot, Horner said to Moore, “He changed the guidance on
you, didn't he?”

Moore nodded, “Yes, sir, for about the fourth time.”

“Yeah."10

Moore looked at him, anticipating an explanation, but
General Horner said nothing else. They walked in silence to
the JOC, where General Moore entered the combination code
and opened the door for Horner.

The place was just as noisy and hectic as it had been when
Horner first visited earlier in the day. Moore led them to a
small planning room off the main floor and closed the door. He
motioned for his deputy, an Army colonel, to join them. Within
minutes, the room was filled with planners, all of whom took
turns showing General Horner exactly how they derived the
numbers and types of aircraft (both land- and carrier-based)
that they used to build the briefing for General Schwarzkopf.

Horner worked with this group late into the night, adjusting
numbers, load-outs, and other peripheral aspects of Moore’s
original plan. They finally agreed on a 15-squadron force



structure to slow down an Iraqi advance into Saudi Arabia—if
one should come. Horner's intent was to establish a day/night
level of effort that would attack primarily the resupply—as
opposed to the lead elements—of an Iraqi ground offensive into
Saudi Arabia.ll After the last Vu-Graph was made, copies of
the plan were faxed to CENTAF at around 0300 the next
day.12 Shortly after, Horner climbed on board a waiting C-21
along with General Schwarzkopf and the rest of his party for
the flight to Washington, D.C.

Sat/4 Aug 90/Wash DC

The Lear jet made its approach into Andrews AFB just
before dawn. Washington was already awake. Large numbers
of cars and trucks, their headlights probing the early morning
darkness, flowed across the bridges connecting Virginia with
the District and Maryland. Schwarzkopf, Horner, and the
others—fatigued from the previous day'’s frantic efforts—slowly
stirred to consciousness as the sleek, white jet touched down
and taxied directly to a parking space in the VIP area.

An entirely too cheerful protocol officer greeted
Schwarzkopf's party with a smart salute as they disembarked
and ushered them into waiting government vehicles for the
trip across town to the visiting officers’ quarters (VOQ) at Fort
Myer, Virginia. The plan was for everyone to catch a few hours’
sleep before meeting with the president. It didn’t turn out that
way.

General Horner had barely lain down when the phone rang
and he was told to meet General Schwarzkopf outside for the
short car ride from Fort Myer to the Pentagon. After arriving,
they were escorted to the helo pad at the south entrance,
where an Army Black Hawk helicopter, its rotors turning,
waited to take them to Camp David, the president’s retreat.
General Powell and SECDEF Cheney arrived soon after and
climbed on board.

As the door banged shut, the Black Hawk clattered into the
early morning sky and headed north over the Potomac River. It
skimmed over the Lincoln Memorial, banked left, and
continued in an easy climb over Rock Creek Park. The



National Cathedral—a glorious 70-year creation of sweat and
stone—slid by on the port side, and then the rolling hills of
Maryland came into view. Not many minutes later, the
chopper touched down at Camp David.

The secretary’s party shuttled from the landing area to the
main house in golf carts. The air was cool and pleasant, with
just a hint of a breeze—so different from Washington!
Manicured lawns and giant, leafy shade trees were
everywhere. It was quiet and peaceful. At the main house, they
disembarked and went into a large conference room. Most of
the president’s Cabinet were already there. Secretary Cheney
and General Schwarzkopf took seats at the main table. Horner
sat behind them. The president was the last to enter.

William Webster, director of the Central Intelligence Agency
(CIA), began the meeting with a rundown of events in Kuwait.
Schwarzkopf seemed agitated by what Webster was saying and
after only a few moments broke into the director’'s monologue.
The general contradicted Webster’'s assessment of the Kuwaiti
situation, saying that he had been in phone contact with a
CENTCOM intelligence officer who had been monitoring events
from the roof of the US Embassy in Kuwait as the invasion
took place. Schwarzkopf's speaking out of turn raised some
eyebrows, but what he said generated a round of discussion. 13

At Cabinet meetings, protocol dictated that only the
president’s principal advisors were allowed the privilege of
open discussion. “Outsiders” invited to the meetings were
expected to speak only when asked by a principal or the
president himself. Clearly, General Schwarzkopf had stepped
out of line, but he was making no apologies. He knew what
was happening in Kuwait, and he was anxious for the
president to know as well. The picture he painted was one of
chaos and sporadic fighting. It was obvious to Schwarzkopf
that Iraqi forces had gained the upper hand quickly, having all
but destroyed any organized Kuwaiti resistance. The invading
Iragis were firmly in control.

Later in the meeting when Schwarzkopf was asked to speak,
he stood up and laid out for the president a single-corps
ground operation, using the XVIII Airborne Corps and a
smaller contingent of marines. He proposed a defensive
delaying action, with no amphibious assaults or airborne
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operations.14 Schwarzkopf then introduced General Horner,
who briefed the plan he had put together with General Moore
and the rest of the J-3 and J-4 (logistics) folks at CENTCOM
the night before: air power would concentrate on attacking
Iragi resupply lines in order to slow an Iragi advance into
Saudi Arabia.

From the Vu-Graphs Horner used, the president and the
Cabinet could tell where the various aircraft would bed down
in-theater and what alternative bases they could use if they
were overrun. General Horner made it clear that if they
attempted to throw everything at the lead elements of an Iraqi
invasion, the Iraqgis would simply run the CENTCOM forces
out of airplanes. In his mind, the best thing to do was to fight
a ground war of maneuver and use air power to cut Iraqi
sustainment.1°

During this entire briefing, with its many frank exchanges
among Cabinet members, the president said nothing. Only at
the end did he ask a number of questions that showed his
concern for loss of life and casualties—on both sides. 16 A topic
that received some attention from the president was the
possible use of Iraqi Scuds.* Horner volunteered that he had
spoken earlier with Lt Gen John Yeosock, Third Army
commander, about using Patriot missile batteries in an
antiballistic missile (ABM) mode to destroy any incoming
Scuds that escaped destruction on the ground by allied
fighters and bombers.17 That seemed to end the issue, and the
president went on to other concerns.

Over and over, the president kept asking people at the
meeting what the principals of the affected countries thought
about what was happening. Secretary of State James Baker
and Chairman Powell responded by talking about what Prince
Bandar, Saudi ambassador to the United States, thought
about the circumstances. Bush was not satisfied. He wanted
to know what the principals, not their representatives, thought
about the issues. Surprisingly, the president turned away from

*Scuds are surface-to-surface missiles of Soviet origin and are purported to have
chemical as well as conventional warheads. Two versions were used in the Gulf War,
one of which was developed in Irag. The Iragi version has greater range than the
standard Soviet missile but a much smaller warhead (approximately 150 pounds
versus 500 pounds).
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Secretary Baker and gave the task of finding out what Middle
East leaders really thought about recent events to his
secretary of defense, Dick Cheney. “Dick, | want you to go talk
to King Fahd. I will call him this morning. Find out what he
thinks about all this.”18

By 1300 everyone but the president’s closest advisors was
excused from the meeting. Visitors not familiar with Camp
David were given a golf cart “windshield tour” of the facility
while they waited for their transport home. Horner and
Schwarzkopf were among them. Not many hours later, the two
generals were on their way back to MacDill and the enormous
problems that awaited them there.

Sat/4 Aug 90/MacDill AFB FL

Dead tired and out of crew rest, General Horner checked
into the MacDill VOQ for a few hours’ sleep before he flew his
F-16 back to Shaw. Thoughts of the last 48 hours flashed
through his mind and made sleeping difficult. Just as he was
dozing off, the phone rang. It was his own headquarters at
Shaw.

“Sir, General Schwarzkopf needs to talk to you on a secure
phone.”

Horner didn’'t have a secure phone in his room, so he put on
his flight suit and walked around behind the Officers’ Club
and made his way to General Schwarzkopf's front door. He
knocked, and moments later Schwarzkopf came to the door.

“JESUS! How did you get here?” asked the general, somewhat
startled. Schwarzkopf was under the impression that Horner
had returned to Shaw and had no idea that he was still on base.
“Can you go to Saudi Arabia tomorrow?”

“Sure,” said Horner nonchalantly, nodding his head as
though the general had just asked him to go on a small fishing
trip and not fly halfway around the world, leaving his
command just when it needed him most.

“Meet me at Andrews at 0900.”

“Yes, sir.”19

That was it. Horner walked back to the VOQ, climbed into
bed, and slept soundly the rest of the night. He got up early
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the next morning, flew back to Shaw, and told his wife he
needed enough clothes for two days. She packed a bag for him
while he called Bill Rider, his logistician, and asked him if he
would like to take a quick trip to Jedda, Saudi Arabia. That
done, both men headed out on a C-21 for Andrews in time to
rendezvous with Schwarzkopf in Washington at the appointed
hour.

0900/Sun/5 Aug 90/Pentagon/Wash DC

For a while, it seemed that no one was going to go to Saudi
Arabia because of great confusion over whose airplane—
Schwarzkopf's or Cheney’s—would be used and who would be
on it. Horner sat outside Cheney’s office with General Yeosock
late Sunday morning while Powell, Cheney, and Schwarzkopf
conferred inside. They came out, having decided to go on
Cheney’s bird, and left immediately for Andrews. Not long
after, they were airborne and on their way to the Persian Gulf.

As the brightly painted and polished VC-135 climbed out
and headed east over Chesapeake Bay and beyond, an old,
battered Pontiac sedan pulled into the deserted parking lot at
the Pentagon’s south side. From it emerged a slim, sharp-
featured colonel. Burdened with books and papers, he
awkwardly locked and closed the door of the car with his
elbow and hurried down the long walk as fast as his legs could
carry him, soon disappearing inside the flat, gray, five-sided
building. No one could have guessed that his entry into the
planning process would change the course of the impending
war and leave generals, secretaries, and even a president in
his wake.
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Chapter 2

0905/Sun/5 Aug 90/Pentagon/Wash DC

Once inside the building, Col John A. Warden Ill, Air Force
deputy director for war-fighting concepts, made his way up the
wide, south-side corridor, passed the second-floor cafeteria,
and took the stairs two at a time to get to his office on the
fourth floor. It had been over 48 hours since he had heard the
news about the Iraqgi invasion of Kuwait, but—up till
now—there was nothing he could do about it.

Warden had been vacationing with his wife on a cruise ship
in the Caribbean, somewhere south of Cuba, when word of the
invasion was broadcast on the Ocean News Network.1 He had
been forced to wait another 36 hours for the boat to steam into
Miami before he could get off and head back to Washington.
During that time, drinking coffee and gazing into the heavy
green seas that rocked the ship as it slowly plowed toward
home, Warden became convinced that the Iragi action would
require a US military response. From his years on Pentagon
planning staffs, the colonel was afraid that whatever US
response was offered, it wouldn't be the right one.

Then and there, he made up his mind to put together a
proposal for an effective way to fight the war and to construct
a strategy to sell that proposal to the people in the civilian and
military chain of command above him.2 Warden was convinced
that the war plans currently in existence were focused almost
exclusively on deployment, with only an occasional mention of
“defending” an area to which forces were deployed. Warden
believed there was no real concept of operations for offensive
action in any of the war plans because Americans never
conceptualized the world quite that way.3 He was determined
to change that.

Warden’s deputy, Col Mike Kiraly, was on leave, so Warden
hastily dialed the next officer in line—Col Mike Dunn. As
Warden sat in his office, Dunn “backfilled” him on what had
happened. Apparently, on Friday the Joint Staff had informally
asked the Air Staff for some “suggestions,” but despite the Air
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Staff inputs (most of which came from Warden'’s directorate), it
appeared that the JCS response was going to be a typical
cold-war, limited-option sort of thing, with no one really taking
the stick and laying out legitimate courses of action for the
national command authorities (NCA). At least that's how Dunn
and the people in War-Fighting Concepts saw it. 4

Warden spent the rest of Sunday mulling over what Colonel
Dunn had told him and sketching out a plan that would bring
together the best minds he could find to work the problem. To
begin with, he would use the Checkmate* people and their
office space in the basement of the Pentagon as the center of
his planning effort. Fortunately for Warden, Air Staff plans to
do away with the Checkmate Division had been put on hold
almost a year ago, when Warden managed to convince Gen
Mike Dugan—then the director of Air Force plans and
operations—to put the organization under his direction as a
kind of Air Force think tank. It worked well. The officers
assigned there—mostly fighter pilots with a sprinkling of
tanker, recce, lift, and other support guys, as well as
analysts—were able to look at a wide range of plans and
contingencies and come up with alternative solutions. Before
Warden got hold of this group, they mostly looked at Soviet/US
confrontation possibilities. Now they looked at everything.

Mon/6 Aug 90/Pentagon/Wash DC

John Warden assembled his “tiger team” (i.e., his best
people) in Checkmate’'s ramshackle and sprawling offices, not
30 feet from the landmark “purple water fountain.”** There
were about 25 officers and enlisted people at the meeting,
including all of the Checkmate staff and a few folks Warden

*Checkmate is a unique directorate in Air Force Plans, whose original cadre in -
cluded people like Col Moody Suter, famed fighter pilot/interrogator and friend of
Soviet MiG-25 defector Lt Victor Belenko. The organization is known for encouraging
independent thinking and analysis on important combat-employment issues.

**This is an actual water fountain in the basement of the Pentagon. In the early
1970s, the Air Force officially designated it a “navigation aid.” For years, people used
the fountain to find their way through the labyrinth of the Pentagon underworld,
where rooms appear without reason and stairs often lead nowhere.
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had brought in from the Strategy Division and Doctrine
Division, as well as other places in the building.

As they stood around in groups of four and five, Colonel
Warden outlined his overall strategy on a dilapidated
chalkboard. He looked more like a college chemistry professor
than a warrior, as he filled the board with circles and hastily
drawn lines, stopping only occasionally to answer a question
or change a word. In essence, Colonel Warden told the group
that he wanted to put together an air campaign based on the
five-ring approach he had developed two years ago. (After the
Gulf War, this strategy came to be known as “inside-out
warfare.”®)

Warden’s basic premise was that the modern nation-state
consists of five concentric rings—or centers of gravity—the
innermost being leadership, then key production,
infrastructure, population, and—finally—fielded military
forces. Prior to the ascendancy of air power, Warden reminded
the group as he wrote on the board, the only way to subdue a
nation-state was first to engage and then destroy the
opponent’s fielded military forces. Until that was
accomplished, the other centers of gravity (i.e., other areas
also vital to the survival, continued functioning, and will of the
nation-state) would be impossible to reach. With air power, he
argued, this was no longer the case. All aspects of a
nation-state were equally vulnerable to attack and destruction
by air power, from the very onset of hostilities.

In Warden’s mind, leadership was the real key to success or
failure in war. He explained that when an enemy’s leaders
decided they had had enough, they sued for peace—or
someone took power away from them. Therefore, Warden
argued, every action in war should be geared to affecting the
enemy’s leadership, directly or indirectly.

He faced the group and fastened a shirtsleeve button that
had come loose during one of his wilder movements at the
chalkboard. The fluorescent lights suddenly made him look
pale, despite his recent time on the cruise ship. Several
strands of hair were sticking up at odd angles, much like the
tousled mane of a boy who has just gotten out of bed. He
rubbed his hands over his face and continued his monologue.
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Leadership, once the most protected and invulnerable
aspect of a nation-state, is now a lucrative and extremely
vulnerable target. On the other hand, civilian populations—the
unfortunate and often powerless victims of hostilities between
nation-states—can be left relatively unscathed with the use of
modern air power. If for humanitarian or other reasons a
combatant nation chose to bypass the population of a hostile
nation-state and concentrate on different centers of gravity,
this was entirely possible. At least it was in John Warden'’s
mind.

When he finished with his discussions and drawings, the
chalkboard was completely full. Centers of gravity had been
tentatively identified, and a small number of target categories
suggested by the different groups listening to Warden’s pitch
were already appearing under each of them. Perhaps most
curious was the fact that during this entire “discussion,”
Colonel Warden didn’'t order anyone in particular to do
anything. He told the group at large that they needed to get
busy and “flesh out” these ideas as quickly as possible. He
went on to say that he was looking for small groups of people
that could react quickly to changing events—teams that could
produce at the lowest level and do things with little
standardization.®

This came as no shock to the people around him. They were
used to the way he did business and his fondness for the
“chaos theory”* approach to life and work. Besides, people
around Warden understood quite well the premises behind
inside-out warfare. They had worked and debated scenarios
throughout the past year that highlighted the efficacy of this
viewpoint and were eager to apply it to the situation in
Southwest Asia. They got to work and, with little fanfare or
argument, divided the tasks among themselves.

Before Warden called the meeting in the Checkmate offices
that morning, he had discussed his proposal with his boss,
Maj Gen Robert M. (“Minter”) Alexander, a quiet, thoughtful,

*Warden often referred to Tom Peters’s book Thriving on Chaos: Handbook for a
Management Revolution (New York: Alfred A. Knopf, 1987), which argues that a small-
staff approach to complex work issues produces high-quality, timely products under
“real-world” conditions.
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and unassuming man who had spent much of his career in
Strategic Air Command (SAC) and was now director of plans.
Warden was very candid with Alexander.

“I don’'t have any idea how it’'s going to come out, but we are
going to put it together anyway and see what happens.”

“Fine,” said the general.’

At that point, neither man realized how all-consuming this
task Colonel Warden had taken upon himself would become
for everyone involved—in less than 48 hours. Nor did they
know whether or not it would gain the credibility it needed to
survive the “warlord” world of Goldwater-Nichols.* For the time
being, however, General Alexander was content to let Warden
pursue the issue as his work load and interest allowed.

Tue/7 Aug 90/Pentagon Basement
(Checkmate Area)

At 1000 the next morning, Warden’s tiger team met to
discuss what they had come up with. Colonel Kiraly—a portly
looking, dark-haired fighter pilot—chaired the meeting, while
Ben Harvey, a lieutenant colonel, took detailed notes. 8 Lt Col
Dale Autry, a Checkmate guy, spoke first. He advocated
putting together a briefing based on Warden’s inside-out
warfare theory. A matrix could be built, using the five rings as
starting points. First, they would look at isolating the
leadership and Saddam Hussein himself from Irag. Attrition
would have to be factored in, based on desired results. Did
they want to destroy or simply control the leadership’s means
of communicating with its people and its military?

A lively debate ensued between the group members at this
point. What became very clear early on was the fact that
different risks resulted in different costs, all of which were in
some significant way driven by desired results. Next, they
looked at what could be done with Iraqg’s industrial base. They
asked themselves many questions: What does Iraq run on?

*Under the Goldwater-Nichols Department of Defense Reorganization Act, each
CINC has an area of responsibility (AOR) and, with it, the authority to determine how
best to plan and execute operations in his theater.
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Oil? Electricity? Water? How could those things be taken out?
What with? At what cost? From there, the discussion turned to
logistics, focusing on the men, machines, and supplies called
for in current operational plans to handle contingencies like
this one. They were surprised by what they found.

The off-the-shelf plan called for ground forces to be deployed
to Saudi Arabia without any real capability to defend themselves
from attack. In addition, the kinds of aircraft that would
eventually be sent to the theater under the plan were not well
suited for a war that could erupt at any moment. The plan
assumed a long warning time and large call-up of Reserve forces
before they would be forced to fight. That didn’'t seem very likely
to the group meeting in the Checkmate offices this morning.

By 1430 that afternoon, Kiraly's bunch had come to a number
of conclusions and were busy putting together slides for a
briefing they would give to Colonel Warden in a few hours. In it,
they outlined their objections to the current plan and stressed
the need to get “serious air power” into the theater as soon as
possible.® They were looking for aircraft that could be decisive, in
order to buy time until a larger contingent of US ground, sea,
and air forces could be deployed to the area.

The group also stressed that the existing JCS time-phased
force and deployment lists (TPFDL) called for a flow of forces
into theater that was, in their estimation, entirely out of line in
view of the high possibility of an attack by Iraqg.* Lastly, they
stressed the need to work up this alternative campaign plan in
such a way that it would fit easily within the framework of
Joint Staff operations. By so doing, they hoped to ensure that
“purple suiters™* could pick it up and run with it.

Not long after, Colonel Warden took the briefing, read a
point paper the group had prepared, and outlined essentially
everything they had gone over during the afternoon. He made
a few comments and changes, offering advice and

*Interestingly enough, the Checkmate group’s early assessment that there was a
high probability of an imminent attack from Iraq into Saudi Arabia changed after a few
days and ended up putting the revised Checkmate assessment at odds with Ninth Air
Force’s. Harvey, 7. (Secret) Information extracted is unclassified (see note 6).

*Army, Navy, Marine, or Air Force people assigned to the Joint Staff are purple
suiters. In theory, these people no longer have the parochial view of their service
compatriots; hence, they are purple—not Army green, Navy blue, or Air Force blue.
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encouragement where appropriate, and returned to his office.
When he got there, Lt Col Dave Deptula—a member of the
Secretary of the Air Force’'s Staff Group and a longtime
confidant—was waiting to see him. He looked troubled.
Warden had spoken briefly with Deptula early that morning,
urging him to find time to come down and work with the group
he had assembled in Checkmate. Deptula said he would try to
get away, but the work load that Secretary Donald B. Rice was
generating simply wouldn’t allow it for the time being. Now,
here he was. Deptula got right to the point. He told Warden
that after talking to him on the phone that morning, he got a
call from Col Steve (“Foose”) Wilson, head of the “Fighter
Mafia” in the Pentagon. Wilson asked Deptula to meet him
right away in one of the corridors that ran between their
offices. Foose had something to tell him, and it couldn’t wait.

After a brief delay to take another phone call, Deptula
slipped out of his office and hurried through a maze of
drab-colored passageways, past rows of anonymous green
doors, before he reached the agreed-upon meeting place. Here,
in this seldom-traveled and poorly lit inner corridor, the two
men talked. Wilson gave Deptula the disturbing news. JCS
had generated a deployment order, and right now, all over the
country, aircraft—many, the wrong type of aircraft—were
being readied for action in the Gulf. Wilson urged Deptula to
go down to the Air Force Command Center, located in the
basement of the Pentagon, to see for himself. If he agreed with
Wilson that the right stuff was not being sent, he should tell
Secretary Rice and get him “energized” on the problem.

Deptula continued with his recounting of the day’s events.
He explained to Warden that by 1000 he had gotten
permission to see the plan and was granted access to the
command center. Capt Jim Eckberg went over the deployment
with him. It didn't look good. The plan was flowing lots of stuff
to theater, apparently with little regard for munitions types
and availability. Platforms that could deliver precision guided
munitions (PGM) were in short supply. Warden nodded and
urged Deptula to continue talking. Everything he was saying
seemed to fit nicely with what the folks in Checkmate had
concluded in their initial investigation into the deployment
scheme.
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As they talked, it became obvious that Deptula’s concerns
were mirrored in John Warden’s view of transpiring events.
That came as no real surprise to Warden. After all, both men
were committed to the same endgame. Deptula had fallen
under Warden’s influence a year or so earlier when he had
worked for him in the Air Force Doctrine Division at the
Pentagon. Together, they had explored the high and low
ground of aerospace doctrine and war-fighting strategy.
Deptula, an F-15 pilot and Fighter Weapons School graduate,
was a fast learner and quickly rose to the top of Warden's
inner circle. At 6@2 and 215 pounds, Deptula was a big,
teddy-bear kind of a guy, who—despite his friendly manner—
gave no quarter. Like most people close to Warden, he was
never satisfied with a “because-l-say-it-is” type of answer.
Unlike Warden, however, he made few enemies and managed
to keep himself in the good graces of superiors and sub-
ordinates alike. This was to prove invaluable in the coming
days.

When Deptula finished, Warden urged him to do whatever it
took to free himself from his duties in Rice’s office and get
down to Checkmate and help build a campaign plan that
would work. Warden admitted he hadn’t the foggiest idea how
he was going to convince the civilian and military leaders it
was prudent to do so, but he was determined to try.

0802/Wed/8 Aug 90/Pentagon

The sun made a halfhearted attempt to appear through the
hazy morning overcast that filled the Tidal Basin. Although
only a few minutes past eight, the air was already warm and
heavy. Latecomers, angry and frustrated at having been
caught in the snarled Washington traffic, hurriedly made their
way toward the many entrances that lined the Pentagon. The
lucky ones who had arrived earlier were already at their desks,
drinking coffee from seldom-washed cups and spreading the
day’s work before them. On the fourth-floor “E” ring,* things

*Each of the Pentagon’s five floors has five corridors—A (innermost) through E
(outermost).
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were different. There, the smell of freshly brewed coffee wafted
through halls of polished marble and mahogany. Secretaries
with stiff, coiffured hair, bright summer dresses, and painted
nails poured the dark liquid into gold-rimmed cups and
answered phones with practiced authority.

One such lady in room 4E936 paused slightly before
activating the intercom that connected her with Gen John M.
(“Mike”) Loh, vice-chief of staff of the Air Force. Someone from
General Schwarzkopf's office was on the phone she had just
answered. The friendly but official-sounding voice at the other
end of the line told her that Gen H. Norman Schwarzkopf,
commander in chief of United States Central Command,
wanted to speak with whoever was in charge. And he wanted
to do it—now.

The secretary was well aware that General Dugan, the Air
Force chief of staff, was not in his office, nor even in the
building. He was on temporary duty (TDY) to Hanscom AFB,
Massachusetts, giving a speech to the Air Force Sergeants’
Association.10 By default, the job fell to the next man in
line—General Loh. She buzzed him and told him who was
calling. He picked up the phone immediately.

After a brief exchange of pleasantries, General Schwarzkopf,
who had just returned from a whirlwind trip to the Middle
East, explained why he had called. “You know, I've sent
Horner over, and | have got to ask you if | can keep him
indefinitely. Will you let me do that because | have got to stay
here to get all this other stuff working with Colin Powell, so I'm
going to leave him over there if | can.” There was a short
pause, as if Schwarzkopf wanted to let all that he had said
sink in, and then the general added, “He doesn’'t even have a
change of underwear.”

“Well,” said Loh, laughing at the thought of Horner without
a change of underwear and no time to buy any, “he is used to
that.”

Schwarzkopf chuckled too. “Yeah, he can live in the same
underwear for a few months.”

Loh became serious. “Look, you own Horner! He's yours! |
will confirm this with Bob Russ. But you consider that you
own Horner.” There was an awkward pause while Loh waited
for Schwarzkopf to terminate the conversation. They were both
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four-star generals, but Schwarzkopf was by far the more
senior of the two. Besides, he was the one who had called.

“You know,” said Schwarzkopf, starting out slowly, almost
as though he were thinking out loud, “we have a decent plan
for air/land operations, but I'm thinking of an air campaign,
and | don’'t have any expertise—anybody here who can think
in those kinds of terms and look at a broader set of targets or a
strategic campaign.”11

Loh could hardly believe what he was hearing! Here was the
commander in chief of USCENTCOM—Gen H. Norman
Schwarzkopf, an Army infantry officer—hinting around at asking
the Air Force for help in building a strategic campaign. General
Loh immediately recalled something that Minter Alexander had
told him about John Warden'’s effort in Checkmate. The match
was perfect. As a matter of fact, it was almost too [expletive
deleted] good to be true! But he had to play it.

“Well,” said Loh, running a hand through his thick, black
hair and stretching his legs to their fullest, “wait, because we
have a cell here that is capable of doing that—that has started
talking about that. | will get the support of both TAC and SAC*
in helping to flesh that out, and we will start working on that
right away and coordinate it with your staff.”

Schwarzkopf seized on Loh'’s offer of coordinated assistance
and stressed the need to put something together
quickly—something that would work decisively. “I need it fast
because he may launch a chemical Scud or chemical attack.
We can't go out in piecemeal with an air/land battle plan. |
have got to hit him at his heart! | need it kind of fast because |
may have to attack those kinds of targets deep, that have
value to him as a leader, if he decides to launch a plan of
attack with Scuds or with even chemical or nuclear weapons.
So, | need this kind of fast.”

“Okay,” said Loh, already beginning to formulate a plan to
give Schwarzkopf exactly what he wanted—and more. “You are
welcome to jack it into first gear right now! Okay? | will get

*Tactical Air Command existed prior to Air Combat Command (ACC) and was com -
posed primarily of fighter aircraft. Strategic Air Command consisted primarily of
bombers, tankers, and intercontinental ballistic missiles (ICBM). Bomber and tanker
assets were merged with TAC assets to form ACC in 1992.
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back with you. What | need to do is to get a plan going and
bring it to you. Give me about a week.”

Schwarzkopf responded immediately, “I'm going to call Colin
Powell now and tell him that we have talked and that you are
working this for me.”

“Fine,” said Loh, thinking to himself as he put down the
receiver and flicked a piece of dust off his shirtsleeve, “I've got
to go talk to Colin Powell now and make sure that we are all
working together.”12

General Loh reached across his desk and hit a button on his
squawk box that connected him directly with General
Alexander. “Minter, get your fanny up here!”13 While Loh
waited for his chief planner, he placed a call to the TAC boss,
Gen Robert D. Russ. As soon as Russ came on the line,
General Loh began to tell him about his call from General
Schwarzkopf.

“He probably should have called you, but he called me,” said
Loh apologetically. “He wants to know if Horner can kind of be
given—if he owns Horner for the indefinite future. | said, ‘Of
course you do!”

“Sure he does,” growled Russ. “I have essentially told his
staff that.”

“Okay, fine,” said Loh, relieved that Russ at least agreed
with him as to the disposition of Horner. “Also,” he went on
cautiously, “Schwarzkopf needs some planning help because
he wants to look at a set of targets beyond the traditional
tactical targets that we have been planning against for
CENTCOM. He wants to look at the broader set of strategic
targets. I'm going to talk to Chain, and I've already got the
Checkmate guys looking at this.”14

Loh was careful not to put too much emphasis on the
Checkmate involvement in the planning process. He knew that
Russ, as commander of TAC, might resent or misconstrue
what was being done on his or CENTCOM'’s behalf in
Washington. After all, Horner, as Ninth Air Force commander,
belonged to Russ—not Loh or any other four-star general in
the Pentagon, for that matter.

It was tacitly understood by the “brotherhood” of
fighter-pilot generals that Bob Russ was the senior active duty
member of that elite group. The fact was, at one time or
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another, General Russ had been the boss of all these
men—including the current chief, General Dugan—so no one
wanted to make him mad unnecessarily. 15

“Okay,” said Russ, somewhat confused by exactly what
General Loh was asking him for.16 “Our guys are pretty good
at this. We have already got a cell that | use with CINCLANT*
with the B-52s that are chopped** to CINCLANT that talk
about long-range missions. Let me get our planners that have
worked this before, because we have already been in this with
CINCLANT, and they can pitch in and help.”17

The conversation ended pleasantly enough a moment or so
later. For his part, unbeknownst to Loh, General Russ put no
stock at all in Loh’s insistence that General Schwarzkopf
himself had asked for help in identifying and planning
“strategic targets.” On more than one occasion, Russ had seen
people, especially staffers, invoke the name of key figures to
achieve their own objectives. As far as he was concerned, this
could have been just another example of this kind of
posturing. In any case, he would get Brig Gen Tom Griffith, his
deputy chief of staff for plans, to work on this right away and
tell him to make sure that Chuck Horner knew what these
guys in Washington were up to.

Shortly after getting called on the squawk box by the
vice-chief, General Alexander spent a frantic few minutes
trying to locate Colonel Warden. He found him down in the
Checkmate offices, working on the plan. Alexander told
Warden to meet him in General Loh’s office immediately. They
arrived in the vice-chief's office within minutes of each other
and ended up cooling their heels in the outer lobby while Loh
talked on the phone with Russ. Bits and pieces of Loh’s
conversation spilled through the open door and were
overheard by Warden and Alexander. Until then, neither man
had been certain as to why Loh had summoned them. Was it
good news or bad? Now they had a pretty good idea. Loh
caught Alexander’s eye and motioned both men into his office.
The vice-chief then carefully explained the gist of his

*Commander in chief, United States Atlantic Command.
**Erom “change of operational procedures” (CHOP). The gaining unit has tactical
control but not command of the assets.
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conversation with General Schwarzkopf and ended by
reiterating his understanding of what the commander of
CENTCOM wanted: “He wants a strategic air campaign.” 18 Loh
then shifted in his seat, looked directly at both men, and
dropped the bombshell concerning when he had promised to
deliver this whole thing to Schwarzkopf—and whom he
expected to produce it.

“Put together and brief a strategic air campaign for me, and
let me see what you have.” Both Warden and Alexander
struggled with the realization of what they were being asked to
do and the ridiculously short time frame they had to
accomplish it in. Warden spoke first.

“Well,” he said, trying hard to contain the thoughts and
emotions that stirred inside him at this crucial moment, “we
are working on one; we will have the first cut sometime this
afternoon for you to take a look at.” 19

Once again, Loh made it clear that he was eager to see the
briefing as soon as it was ready. He thanked both men for
coming and then dismissed them.

Right after they left, General Loh had his secretary put in a
call to Gen John (“Jack”) Chain, SAC commander. It went
much smoother than his earlier call to Russ and didn’'t take
nearly as much time.

“Good,” said General Chain after hearing of Schwarzkopf's
request for Air Force help in building a strategic plan and of
Loh’s decision to have Alexander and Warden head up the
effort in the Air Staff to put one together. “I will talk to the
plans guys, and | will provide whatever support you need.” 20

General Loh hung up the phone, very pleased with the
morning’s events. He made a note to brief General Dugan as
soon as possible and looked forward to seeing what Warden
and Alexander could come up with. It wouldn’t take long.

Warden could barely contain his excitement as he walked
back toward the plans area with his boss, General Alexander.
Talk about luck and good fortune! Only days before, he had
been agonizing over how he could contact and then, hopefully,
convince the senior leadership of the necessity for a
hard-hitting air campaign against Iraq, and now he is told by a
person no less than the vice-chief himself to put one together!
Even more incredibly, he is told that Gen H. Norman
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Schwarzkopf—the commander of USCENTCOM—is the guy
who first asked for such a plan and was now waiting for it to
be delivered by the Air Staff!

Warden’s mind raced with all sorts of ideas: who to call, how to
tell the folks already assembled in Checkmate, what kind of time
line they should use, what approach to take, and so forth. Even
though General Loh had spoken of the need to make it a “joint”
plan, Warden had other ideas—at least for now. He thought to
himself, “Okay, but | can’'t do that right off because what I'm going
to do is to use Air Force resources to lay out the thing initially.” In
the back of his mind, he had already decided that the whole effort
might be possible using Air Force assets alone. As far as he was
concerned, that would be a good thing—a very good thing. 21

When he reached his office, Warden immediately picked up
the phone and started calling people he had contacted earlier
to work on the project. It was only a handful of people,
really—most were from other divisions within the Air Staff,
and of course there was Colonel Deptula from Secretary Rice’s
office. He asked them to drop whatever they were doing and
meet him in the Checkmate area at 1000. At the appointed
hour, a group of about 30 people gathered to hear what
Warden had to say.

He began by telling them about his meeting with General
Loh and the mandate he and General Alexander had received
less than two hours before to produce a strategic air
campaign. Warden hammered home what an extraordinarily
important thing it was that this group was undertaking. Over
and over, he emphasized that this air campaign planning effort
they were committing to was not some silly paper exercise but
a deadly serious attempt to match national objectives with
military power. Real lives would be at stake, he told them. It
would be hard work. No one knew how it would come out or
whether or not it would be accepted. Because of these
incredibly high stakes, Warden urged the group to give
everything they had to this effort; nothing less than their
individual and collective best efforts would suffice. 22

Warden pointed to the rings on the chalkboard and the
rapidly growing target sets people had written alongside. “This
is what we are going to call the plan; it's going to be Instant
Thunder.” Warden chose the name as a direct contrast to the
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ill-fated, Vietnam-era plan entitled Rolling Thunder, which called
for slow and gradual escalation of air activities to allow the enemy
time to rethink his predicament and, hopefully, sue for peace.
“This is not your Rolling Thunder. This is real war, and one of the
things we want to emphasize right from the beginning is that this
is not Vietnam! This is doing it right! This is using air power!” 23

He clasped his hands and looked out over the group of
people in that paint-peeled, overcrowded room. They all were
confident and ready to go. Warden was more determined than
ever to avoid the air power mistakes of the past: too little, too
long, and too late. Instant Thunder would see to that. Within
minutes of his announcement, the name and concept were
accepted by the rest of the group assembled in Checkmate
that morning, and by noon all the Vu-Graphs bore that title.

The last portion of the meeting included a brief discussion of
the short-term game plan, Checkmate area organization, and
division responsibilities. People quickly broke off into ad hoc
working groups, most of which had been established over the
past two days and had gotten started. It didn't take long to
consolidate the previous day’s planning efforts into a workable
briefing format. By 1245 Warden’s group was in General
Alexander’s office going over the Vu-Graphs they would use
with General Loh. One of the leadoff transparencies listed four
presidential “objectives.”™ This was a bit of sleight of hand on
Warden’s part. The listed presidential objectives were, in fact,
pieced together by the folks in Checkmate from recent
speeches and statements made by President Bush. No one
questioned them, so this Vu-Graph was quickly followed by
another showing corresponding military objectives.**
Alexander, with little fanfare or adjustment, approved what

*Early versions of Instant Thunder showed four presidential objectives:
. Iragi withdrawal from Kuwait.
Restore Kuwaiti sovereignty.
Secure free flow of oil.
Protect U.S. lives.”
**Military objectives shown in early versions of Instant Thunder were
. Force Iraqi withdrawal from Kuwait.
Degrade Iraqg’s offensive capability.
Secure oil facilities.
Render Hussein ineffective as an Arab leader.”
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was presented and accompanied Warden and the rest of the
Checkmate party to their 1300 meeting with General May.

As the assistant deputy chief of staff for Air Force plans and
operations, May was still sitting in for Jimmie Adams, who
was away on vacation. He was somewhat uncomfortable with
General Adams being out of town and with the pace of events
occurring around him. Both May and Adams were wary of
Warden and his uncanny ability to push whatever program or
policy he deemed important around and—often—over them.
Too many times before, Adams or May had told Warden to
forget about something he had gotten excited about, only to
see it come back as a direct tasker from the chief or a civilian
authority.24

It was no secret that General Dugan, Air Force chief of staff,
thought highly of Warden. When Warden’'s book, The Air
Campaign: Planning for Combat,2> was released by National
Defense University Press in the fall of 1988, Dugan—then a
three-star—ordered that a copy be given to every officer on the
Air Staff.* Dugan himself wrote the cover letter that
accompanied the distribution of Warden'’s book.

All of these things weighed on General May as he took the
briefing from the small group Warden had assembled in his
office. As a straight-shooting, company kind of guy with a lot
of years in the bomber (B-52) community, May was at a loss to
understand what motivated Warden to put himself so far out
on a limb so many times with his bosses and others, on issue
after issue. As far as May was concerned, it was
presumptuous and arrogant of Warden to continue to push
things that his immediate superiors thought better of. Still,
May had to admit that on many occasions, Warden was on the
right track. As far as he could tell, Warden never did anything
for personal gain or glory. To the contrary, Warden’s actions
made him many more enemies than friends.

General May deferred a direct critique of the presentation
and instead insisted that arrangements be made to give
General Adams a full update on everything they had done as

*At the time, General Dugan was Air Force deputy chief of staff for plans and
operations and had created a special position for Colonel Warden in the Plans Direc -
torate.
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soon as Adams returned to the Pentagon. This requirement had
no effect on the plan’s immediate status. Truth was, with the
briefing due in General Loh's office in only a few minutes, the
planning train was “leaving the station,” and May was going to
ride it whether he liked it or not. 26 General May reluctantly gave
his tacit approval and joined the group as it made its way down
the fourth-floor E ring to the vice-chief’s office.

General Loh’s reaction to the briefing was far better than
anyone expected. He embraced the way Warden and his people
framed the problem with their concept of a five-ring
nation-state and directed that they expand their effort to
identify target sets, strategies, weapons requirements, and
airlift, and then incorporate all of this into not only a cogent
briefing but an executable strategic air campaign plan for
General Schwarzkopf's approval—by Friday.

“This is the number one project in the Air Force,” said Loh,
with obvious enthusiasm. “You can call anybody, anyplace
that you need, for anything.”27 No one had spoken sweeter
words to Warden in his entire life! He left the meeting
determined to take the general up on his promise.

Warden wasn't the only one intent on making use of Loh’s
“anybody, anyplace, anything” chit. General Alexander put in
a call to Maj Gen James R. Clapper, Jr., the head of Air Force
intelligence.

“I need some help,” began General Alexander. “I need some
of your best intel guys. General Loh wants us to put a strategic
air campaign together.”

Clapper did not respond immediately. When he finally did,
his tone was guarded. “Why are you doing this?”

“Jim, | haven't got time to discuss it,” said Alexander,
somewhat perturbed and a little surprised at Clapper’s reaction
to his request. “General Loh has asked us to do this.” 28

Clapper came back as slowly as before, his voice strained
and more than a little on edge. “This is Horner’s job.” 29

“Yes,” said Alexander grudgingly, as he glanced up at the
model of the B-2 bomber that sat prominently on his desk. It
was becoming obvious that, for whatever reason, Clapper was
not interested in playing. Neither man said anything for a few
seconds, and then Clapper spoke up.
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“I was down at Ninth just before they deployed. They have a
strategic air campaign. They already have one.”

For a while, General Alexander thought Clapper had really
stumbled onto something. Had Schwarzkopf called Loh
without really being aware of the fact that Horner and the
folks at Ninth Air Force had a handle on this all along? That
notion was quickly dispelled, however. After Alexander asked
him what the campaign consisted of, Clapper explained, “They
have about 44 targets.”

In truth, Clapper had no idea what Alexander was even talking
about! In the intelligence general's mind, targets and target
folders equated to an air campaign. Most of the targets he had
seen at Ninth were interdiction and counterair targets. In no
way, shape, or form could any of this be construed as a bona fide
air campaign. Alexander tried to explain this to Clapper but to
no avail. Despite Alexander’s best efforts, he could not persuade
General Clapper to give any of his people to the effort now going
on at the Air Staff. Although Clapper was polite, he made it clear
that no help would be forthcoming. 30

Frustrated, General Alexander immediately called General Loh.

“General Loh,” said Alexander, trying hard to suppress his
pique with General Clapper, “Jim Clapper says that General
Horner already has a strategic air campaign and that this is
not necessary.”

Loh’s response was immediate and to the point.
“Schwarzkopf wants it! You put it together, and you tell
Clapper to get some people down there to help you!” 31

Alexander called Clapper back. It seemed to take a long time
for the general to come to the phone. When he finally got there,
Alexander told him what Loh had said. Despite this new edict
from Loh, Clapper still sounded unwilling to support the Air Staff
effort. He was convinced that Ninth Air Force had a strategic air
campaign plan and that Loh, Alexander, and the rest of the boys
were getting into Horner’s mess kit. He wanted no part of it. 32

Wed/8 Aug 90/Bolling AFB/Wash DC

The message that Alexander had relayed from Loh must
have had some effect on General Clapper because later the
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same day, Clapper called Col Jim Blackburn, his director of
targets, and told him to send somebody to the Checkmate area
to “find out what they were up to there.”33 Blackburn had
been contacted earlier in the week by Colonel Warden and was
familiar with what the people in Checkmate were trying to
accomplish. Like his boss, Colonel Blackburn was suspicious
of the Air Staff operation.

In Blackburn’s mind, ad hoc groups like Warden’s had a
way of taking on a life all their own, sucking up organizations
and talent, and in the process destroying carefully laid out,
formal networks—especially those that connected intelligence
organizations with their operational customers in the field. He
said as much to Warden earlier in the week when Warden
spoke of getting as much information as he could from as
many sources as possible.34 Operators—taking direct inputs
from the CIA, DIA, the National Security Agency (NSA), and
others—would, in Blackburn’s opinion, produce lots of
half-baked conclusions without the benefit of skilled
intelligence fusion.

Reluctantly, Blackburn detailed one of his majors to head
over to Checkmate and report back later in the day on what he
had discovered. Blackburn called Warden and told him he was
sending a targeteer over per General Clapper’s instructions
and asked that he be given clearance into the Checkmate
facility. Warden readily agreed to do so.

Wed/8 Aug 90/Pentagon (Late Afternoon)

General Alexander touched base with Warden and several of
his people throughout the hectic afternoon. Except for the
run-in with Clapper, things were going quite well, considering.
It occurred to him that the best thing to do might be to simply
call Ninth Air Force and invite their staff to come up and assist
on the planning effort. After all, they were the ones who would
have to live with it. He put in a call to Shaw AFB. What he
found there wasn'’t very encouraging.

Horner was already deployed to the Gulf with a large
contingent of his best people. The ones left behind were trying
hard to cope with the situation but were overwhelmed by calls
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coming in from everywhere asking about aircraft schedules,
loadouts, munitions requirements, beddown locations, and a
myriad of other questions related to the CENTAF
deployment.35

To make matters worse, communications with Horner and
the rest of the CENTAF people in-theater were almost
nonexistent at this time.* Tenth Air Force, a Reserve outfit,
was supposed to backfill the departing Ninth Air Force people,
but it simply wasn't happening. Their response to General
Alexander’s request was predictable: “Well, we’ll see. If we
haven't got anybody, we can’'t make them available.” 36

Alexander hung up with the dawning realization that not
everyone was going to jump on this air campaign bandwagon.
Maybe there were a lot more people out there like Clapper and
the guy he just talked to. Maybe the idea of a strategic air
campaign was not as firmly embedded in the hearts and
minds of Air Force people as he had always believed. Maybe.
He and the rest of the growing Checkmate crowd would soon
find out.

Thu/9 Aug 90/Pentagon

By 0740 General Alexander, Warden, and a few of the other
planning-team members were in the vice-chief's office,
explaining the previous afternoon’s events and the progress
they had made on the